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service,	 solution);	 (2)	 key	 processes	 (e.g.,	 R&D,	 manufacturing,	 HR,	 marketing,	 IT)	 and	 (3)	
resources	(e.g.,	brand,	people,	technology,	partnerships,	channel);	and	(4)	a	profit	formula	(e.g.,	
cost	 structure,	 revenue	 model,	 profit	 sustainability)	 that	 the	 firm	 must	 use	 to	 deliver	 the	
















































































































































































































































































































































































chain	 network.	 Still,	 chief	 among	 essential	 capabilities	 for	 organizing	 global	 or	 transnational	
business	models	is	the	firm’s	orchestration	capability,	which	refers	to	an	MNE’s	ability	to	pursue	
opportunities	 by	 assembling,	 organizing,	 synthesizing	 and	 integrating	 all	 globally	 available	
resources	and	corresponding	activities.	Clearly,	orchestration	capability	is	firm-specific,	difficult	
to	 imitate,	 and	 proprietary.	 Orchestration	 requires	 the	 MNE’s	 tacit	 expertise	 and	 involves	
procedural	 and	 process	 knowledge.	 It	 relies	 on	 the	 recognition	 and	 management	 of	
interdependencies	both	 inside	the	firm,	between	foreign	subunits,	and	with	external	network	
partners	in	various	countries.	
	
CONCLUSIONS	
We	have	attempted	to	show	how	global	business	models	are	arrived	at,	the	reasons	for	variety	
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in	these	models,	and	the	challenges	in	conceptualization	and	implementation	of	these	models.	
More	clarity	is	needed	in	understanding	the	dynamics	of	evolution	of	global	business	models,	
and	theorizing	needs	to	be	focused	on	such	a	model	as	an	‘equilibrium	state’,	as	a	plan,	or	as	an	
idealized	relationship	between	the	firm	and	its	international	markets.		
Business	models	do	represent	a	point	of	time	outcome	of	“planned	strategy”	
(Mintzberg,	).	The	extent	to	which	this	is	a	stable	equilibrium	depends	very	largely	on	the	
external	environment	and	its	volatility.		Flexibility	has	to	be	a	major	element	of	strategic	
planning	and	therefore	of	the	business	model.		Trial	and	error,	real	options	planning	and	
responsiveness	to	external	change	have	to	be	included	in	business	models.		The	external	
constraints	on	the	viability	of	models	are	essential	to	cutting	down	the	potential	variability,	and	
therefore	the	observed	variety	of	models,	in	any	given	time	period.		Over	time,	innovation	and	
the	creative	destruction	of	old	non-viable	models	will	lead	to	new	generations	of	business	
models,	which	will	be	imitated.		These	‘follow	my	leader’	models	will	again	only	achieve	viability	
in	the	right	environmental	circumstances.		In	no	case	is	‘one	size	fits	all’	a	suitable	mantra	for	
business	models	across	all	markets.		The	dynamics	of	the	innovation,	selection	and	viability	of	
business	models	provide	much	of	the	fascination	of	their	analysis	and	offer	unique	
opportunities	for	scholarly	research.	
The	Implications	of	Global	Competition	for	Business	Models	
The	quest	for	building	global	competitive	advantages	in	today’s	market	landscapes,	with	
the	pervasive	use	of	information	technologies,	increased	reliance	on	emerging	markets,	
heightened	threats	from	low-cost	rivals,	and	growing	pressure	to	be	locally	resilient	yet	globally	
integrated,	prompts	business	model	innovations.	Emerging	opportunities,	including	those	at	the	
middle	income	level	and	bottom	of	the	pyramid	in	developing	countries,	and	new	challenges,	
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such	as	the	economic	slowdown	in	the	developed	world,	put	additional	pressure	on	MNEs	to	
innovate	with	their	business	models.	While	“innovating	business	models”	suggests	many	
potential	research	questions	and	has	indeed	become	popular,	as	evidenced	in	recent	special	
issues	in	Strategic	Entrepreneurship	Journal	(e.g.,	Demil,	Lecocq,	Ricart	&	Zott,	2015),	Long	
Range	Planning		(e.g.,	Teece,	2010;	Zott	&	Amit,	2010),	and	R&D	Management	(e.g.,	Spieth,	
Schneckenberg	&	Ricart,	2014),	among	others,	our	understanding	of	conditions,	processes,	
outcomes	and	evolution	associated	with	developing,	innovating,	or	executing	business	models	
for	global	competition	by	MNEs	from	developed	or	developing	countries	has	been	extremely	
scant.	This	dearth	is	a	significant	concern	and	opportunity	for	global	strategy	scholars	given	the	
importance	of	this	topic	on	one	hand	and	its	deficiency	in	academic	discourse	on	the	other.	
The	impact	on	the	international	business	and	strategy	literatures	of	business	model	
thinking	could	be	greater.		Business	model	thinking	poses	the	question	of	whether	a	firm	
operating	in	different	countries	can	utilize	just	one	business	model.		Where	does	adaptation	of	
the	core	model	become	a	separate	business	model?		This	directly	addresses	the	integration	–	
responsiveness	dilemma	in	diversified	MNEs	and	poses	interesting	questions	for	international	
business	theorizing.		The	customer	value	proposition	at	the	core	of	the	model	is	more	likely	to	
be	uniform	across	the	MNE	than	the	profit	formula	(which	will	vary	with		local	costs	and	
demand	patterns).		Some	key	processes	can	be	standardized	whilst	others	such	as	HR	require	
local	modification.		Integrating	global	competitive	pressures	intobusiness	model	thinking	will	
make	it	sharper,	more	precise	and	more	ameniable	to	futher	theoretical	advancement.		
The	Implications	for	MNEs	
	 A	viable	global	business	model	has	strong	implications	for	MNEs.	It	creates	a	unique	and	
sustained	competitive	position	for	the	MNE.	A	successful	business	model,	whether	adopted	
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nationally,	regionally	or	globally,	tends	to	have	a	certain	degree	of	embeddedness	within	the	
MNE	–	that	is,	the	extent	to	which	a	particular	global	business	model	is	constrained	or	enabled	
by	a	set	of	unique	conditions,	processes	or	capabilities	processed	by	the	MNE.	Although	
business	models	can	be	imitated,	such	embeddedness	affords	business	model	pioneers	some	
competitive	advantage	for	a	certain	period	of	time.	Moreover,	all	successful	global	business	
models	are	commonly	characterized	by	the	fact	that	the	MNEs	are	adept	in	combining	multi-
country	comparative	advantages	and	firm-specific	competitive	advantages	and	in	integrating	
global	market	opportunities	and	creative	customer	value	proposition.	Thus,	underlying	a	
profitable	global	business	model	is	the	MNE’s	innovative	proposition	that	fully	utilizes	both	
internationalization	and	internalization	opportunities.	This	allows	MNEs	to	benefit	more	greatly	
than	domestic	firms	from	opportunities	to	achieve	revenue	generation.	It	can	well	be	the	case,	
therefore,	that	a	sustained	and	successful	global	business	model	capitalizes	on	the	latent	
benefits	of	all	three	elements	(OLI)	of	the	eclectic	paradigm	(Dunning,	1988).		
Further,	successful	global	business	models	always	excel	in	identifying	and	exploiting	
global	resources	(input	side),	designing	and	executing	a	unique	set	of	global	customer	value	
delivery	and	capture	(output	side),	and	orchestrating	and	integrating	internal	and	external	
resources	as	well	as	geographically	dispersed	functions	and	processes	(intermediary	process).	
This	fits	well	the	new	landscapes	in	global	marketplace	today,	such	as	the	increased	availability	
of	global	open	resources,	growing	demands	for	customer	responsiveness,	and	escalated	
requirements	for	sharing	common	functions	and	related	fixed	costs	within	the	MNE’s	
worldwide	operations.	Innovating	business	models	for	global	competition	will	have	to,	in	part	
or	in	whole,	propel	speed	and	responsiveness	given	today’s	global	competition	landscapes.	
Finally,	sustained	business	models	adopted	by	MNEs	tend	to	be	based	on	and	supported	by	
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reliable	global	eco-business	systems	comprising	various	partners	in	inbound,	outbound,	
operations,	technology,	and	professional	services	(Chesbrough,	2007).		
The	global	business	model	can	provide	an	overall	architecture	to	specify,	support,	and	
integrate	the	various	components	of	the	multinational	(or	international,	or	transnational)	firm	
system	–	its	strategy,	structure,	and	resources	–	while	expanding	each	of	these	concepts.	It	also	
ties	these	components	to	the	global	business	environment	in	order	to	outline	the	firm’s	
essential	value	proposition	–	how	value	is	created,	delivered	to	the	customer,	and	turned	into	
revenues	that	can	be	captured	and	allocated	across	the	system.	It	must	incorporate	concepts	of	
location,	both	to	optimize	the	productivity	of	value	creation	and	to	most	effectively	deliver	that	
value	to	customers.	It	must	both	account	for	and	adapt	to	trans-locational	differences	and	
overcome	these	differences	to	the	extent	that	they	interfere	with	cost	minimization	and	with	
technology	transfer	among	locations.			
Research	Agenda	
There	is	clearly	a	great	deal	more	for	researchers	to	work	on	with	regard	to	global	
business	models.	The	term	needs	conceptual	refinement	and	theoretical	underpinning.	There	is	
great	scope	for	qualitative	work	in	examining	exactly	what	top	international	executives	think	
about	when	employing	the	rhetoric	of	business	models	in	global	competition.	Going	behind	the	
rhetoric	is	the	task	of	international	business	and	management	researchers.	This	paper	has	
made	a	start	in	exploring	the	rhetoric	and	reality	of	business	models	in	the	global	context.	
There	is	much	more	to	do.		
One	important	area	meriting	further	inquiry	is	the	conditions	that	prompt	or	press	
MNEs	to	launch	new	or	innovate	existing	business	models.	Global	competitiveness	mandates	a	
working	global	business	model	that	features	sustainability,	creativity,	and	reachability.	
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Moreover,	global	competitiveness	requires	MNEs	to	constantly	monitor	environmental	
conditions	that	affect	success	of	a	working	global	business	model,	including	changes	in	demand,	
preference	and	utility	function	of	target	consumers/customers,	changes	in	eco-business	
systems	that	support	business	model	implementation,	or	disrupt	innovation	or	technological	
changes	that	may	incubate	a	new	business	model	invented	by	rivals,	to	name	a	few.	Future	
research	must	theoretically	develop	and	empirically	verify	these	critical	conditions	that	either	
provoke	MNEs	to	adopt	new	business	models	or	under	which	its	existing	business	model	will	
work	more	profitably.	Internal	conditions	–	firm	capabilities	such	as	international	experience,	
foreign	market	dependence,	geographic	dispersion,	and	organizing	skills	of	global	activities	play	
a	pivotal	role	too	in	shaping	the	design	and	enforcement	of	the	global	business	model.		
Another	area	warranting	future	scholarship	pertains	to	the	uniformity	of	global	business	
models	–	how	homogeneous	an	MNE’s	working	business	model	is	across	geographically	
diversified	regions	and	countries.	Unlike	domestically	run	firms,	MNEs	have	many	more	global-
level	factors	to	think	through	when	innovating	business	models.	Why	do	some	MNEs	prefer	the	
use	of	a	similar	business	model	in	many	foreign	markets	while	other	MNEs	opt	for	different	
business	models	for	different	markets,	or	will	a	productive	business	model	in	one	foreign	
market	or	region	transferable	to	other	foreign	markets	for	the	firm?	Will	business	model	
creation	or	innovation	depend	on	an	MNE’s	international	strategies,	and	how	do	host	country	
contextualized	forces	influence	business	model	creation	and	evolution,	for	example?	Although	
we	tried	above	to	touch	some	of	these	issues,	our	discussion	only	opens	more	questions	than	
answers	concerning	the	underlying	forces	that	determine	this	uniformity	or	transferability.		
Finally,	the	process	–	how	an	MNE’s	global	business	model	is	orchestrated	and	
organized	–	is	among	the	central	issues	to	be	investigated.	Some	MNEs’	global	business	models	
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are	inherited	from	their	original	grand	global	strategies	(i.e.,	they	are	top-down)	while	other	
firms	may	discover	a	new	business	model	that	works	extremely	well	in	one	critical	foreign	
market	and	then	transfer	this	model	to	many	other	countries	and	even	global	operations	(i.e.,	it	
is	bottom-up).	Major	research	questions	include	what	key	factors	(local,	regional	or	global)	
MNEs	should	and	do	consider	in	launching	and	executing	a	global	system	of		business	models,	
how	liabilities	of	foreignness,	advantages	of	global	connectivity,	and	spatial	transferability	may	
play	their	part	in	shaping	the	transferability	of	business	models	across	foreign	markets,	and	the	
specific	reasons	or	compelling	forces	that	lead	MNEs	to	change	their	business	models.	
Where	building	innovative	business	models	is	a	necessity	for	modern	MNEs,	
understanding	global	business	models,	indeed	the	business	model	construct	in	general,	seems	
to	be	a	rising	imperative	for	strategy	researchers.	The	extensive	literature	on	the	topic	is	both	
pragmatic	and	acontextual	in	large	part.	The	chance	to	understand	both	the	underlying	drivers	
of	business	model	success	and	the	role	of	locational	differences	in	in	business	model	creation	
and	performance	offers	a	unique	opportunity	to	strategy	scholars.	
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Figure	1:	Business	Models	in	Global	Competition	
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Models	
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§ Growth	through	critical	
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§ Co-evolve	with	global	
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Table	1:	Global	Business	Models	and	the	Multinational	Firm	
Business	Model	Activity	 The	Intent	of	the	Activity	 The	Activity	in	the	International	Marketplace	
Value	Proposition		 The	Value	Proposition	ties	the	resources	and	
capabilities,	strategy,	and	structure	of	the	
business	organization	together	and	establishes	
their	relationships	to	the	business	
environment	
The	value	proposition	must	be	modified	to	take	into	account	
changing	conditions	from	market	to	market,	to	include	the	macro	
context,	the	character	of	customer	demand	and	supplier	
capabilities,	and	the	nature	and	intensity	of	competition	
Value	Creation	 Value	Creation	is	the	process	of	applying	firm-
specific	resources	and	capabilities	to	the	needs	
and	desires	of	the	customer	in	a	manner	that	
is	superior	to	alternatives			
Customer	characteristics	vary	from	country	to	country,	reflecting	
differences	in	culture,	economic	development,	social	structure,	
national	institutions,	infrastructure,	and	geography.	FSRC	that	are	
valuable	in	one	setting	may	be	of	no	consequence	or	even	
destructive	in	others	
Value	Delivery	 Value	Delivery	is	the	logistical	process	of	
bringing	the	value	created	by	the	firm	to	the	
customer	in	a	way	that	satisfies	demand	
without	violating	regulations,	norms	or	values.	
It	connects	the	firm’s	organizational	design	to	
the	structure	of	its	markets	
Value	Delivery	requires	decisions	on	where	to	produce,	how	to	
transport,	market,	sell,	and	service	the	product.	These	concerns	
are	as	relevant,	albeit	in	a	different	way,	for	services	as	for	goods	
production.	Since	the	cost	and	availability	of	international	
transport	as	well	as	the	character	of	host	market	infrastructure	
varies	greatly	from	location	to	location,	the	possibilities	and	costs	
of	value	delivery	vary	across	all	host	markets	
Value	Capture	 Value	Capture	is	the	process	that	permits	the	
firm	to	claim	some	portion	of	the	excess	value	
created	for	the	customer	in	the	form	of	
economic	rents	or	excess	profits	or	cash	flows.	
It	reflects	the	ability	of	the	strategy	to	
appropriate	some	consumer	surplus	
International	value	capture	is	affected	by	inflation	and	exchange	
rate	exposure,	transfer	pricing,	tax	arbitrage,	currency	restrictions,	
reinvestment	opportunities	and	requirements,	local	partners,	
corruption	and	a	host	of	other	considerations	that	affect	the	free	
movement	of	money	across	borders	
Value	Allocation	 Value	Allocation	is	the	process	by	which	the	
firm	assigns	streams	of	cash	flow	to	internal	
and	external	elements	of	its	value-creating	
network.	It	supports	the	intersection	of	FSRC	
and	organization	design	by	providing	rewards	
and	incentives	
As	global	value	chains	built	around	disaggregated,	dispersed	and	
often	loosely	affiliated	units	have	become	ubiquitous,	allocating	
captured	value	in	a	way	that	encourages	modular	units	to	be	both	
innovative	and	efficient	is	essential	to	maintaining	the	business	
model	in	the	face	of	changing	technological,	political,	economic,	
and	demand	conditions	
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TABLE	2:	Comparing	Global	Business	Models	with	Other	IB	Perspectives	
Global	Business	Models	
(GBM)	
Firm-specific	advantage	
	logic	(FSA)	
Adaptation	(context-
specific)	logic	
I-R	(integration-
responsiveness)	framework	
Dynamic	capability		
theory	(DCT)	
§ GBM	emphasizes	the	
means	by	which	an	MNE	
creates	customer	value	
and	builds	its	own	profits	
distinctively	in	global	
marketplace	
§ GBM	brngs	together	
customer	value	
propositions,	unique	
profit	formula,	key	
processes,	and	key	
resources	needed	for	
centrally	coordinated	yet	
locally	adapted	activities	
§ GBM	requires	unique	
integration	of	strategy,	
customers,	markets,	
operations,	processes,	
and	finance	
	
While	GBM	differs	and	
extends	other	IB	theories,	
the	latter	do	help	and	
complement	some	key	
dispositions	of	the	former		
	
	
	
	
	
	
§ FSA	such	as	technology,	
brands	&	market	power	
doesn’t	guarantee	global	
success	–	it	should	be	
coupled	with	a	business	
model	defining	“go	to	
market”	and	“capturing	
value”	strategies	
§ Unless	MNEs	offer	
compelling	value	
propositions	to	global	
consumers	and	set	up	
profitable	business	systems	
to	satisfy	them,	FSA	cannot	
transform	into	profitability		
§ GBM	needs	understanding	
of	“deep	truth”	about	
global	consumers	and	how	
rivals	fail	to	satisfy	them	
	
§ GBM	must	be	non-imitable	
in	certain	respects	–unique	
networks,	complicated	
processes,	strong	IPR,	and	
unique	capabilities	needed		
§ FSA	significantly	supports	
GBM.	GBM	is	an	MNE’s	
proprietary	knowledge	that	
combinatively	leverages	
both	location-specific	and	
firm-specific	advantages	
	
§ GBM	does	require	local	
adaptation.	But	more	
critically,	it	requires	core	
processes,	profit	formula	
and	value	propositions	
that	can	be	globally	
transferred,	deployed	&	
even	standardized	
§ GBM	differs	from	
polycentric	or	context-
specific	business	models	
in	various	host	markets	
because	it	aims	to	profit	
from	economy	of	global	
scale	and	sharing	
§ Key	capabilities	and	
processes	needed	for	
GBM	must	be	centrally	
controlled	
	
§ GBM	involves	market	
knowledge	&	experiential	
knowledge,	which	can	be	
context	specific		
§ Operationally,	GBM	needs	
adaptations	to	host	
market,	institutional	&	
cultural	conditions.	While	
core	business	formula	
may	be	the	same,	price	&	
services	may	be	adapted	
	
§ I-R	view	focuses	balance	
between	global	mandates	
and	local	mandates,	
whereas	GBM	focuses	
orchestration	of	customer	
value	proposition,	foreign	
markets,	unique	processes	
&	sustained	profit	model	
§ GBM	involves	more	areas	
of	integration	than	I-R	
view,	orchestrating	not	
only	in	value	proposition,	
value	creation	and	
capture,	but	in	revenue	
model,	market	segment,	
resource	portfolio,	assets	
delopment,	and	process	
configuration	
	
	
§ GBM	involves	both	global	
integration	and	local	
responsiveness	and	
requires	an	explicit	
balance	
§ Different	GBM	vary	in	I-R	
balance.	If	GBM	focuses	
more	on	specific	market	
segments,	“R”	is	more	
imperative.	Still,	core	
processes	and	core	
capabilities	behind	any	
GBM	need	“I”			
§ DCT	focuses	an	ability	to	
integrate,	build,	and	
reconfigure	internal	and	
external	competences	to	
address	rapidly	changing	
environments,	whereas	
GBM	focuses	unique	value	
proposition	underpinned	by	
this	ability	
§ DCT	is	more	sharpened	in	
explaining	evolutions	and	
adaptations	to	market	
changes,	whereas	GBM	is	
more	focused	on	unique	
value	propositions	to	global	
customers	in	a	relatively	
stable	and	sustained	way	
for	value	appropriation	and	
profit	purposes	
	
§ The	reconfiguring	and	
integration	logic	provides	
one	of	the	theoretic	bases	
to	explain	GBM	
§ Some	cross-border	
resource	management	and	
alignment	practices	in	DCT	
apply	to	GBM	processes	
§ GBM	needs	unique	skills	in	
combining	market,	
resources	&	process	in	a	
changing	global	setting	
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